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3 Februery 1955

MEMORANDUM FOR: Director of Central Intelligence *

SUBJECT : CIA's Principal Weaknesses Today

In my opinion one method by which the Inspector General can
contribute to the welfare of the Agency 1s to reriodically review for
you its weaknesses. This review does not purport to be a thorough
analysis of each of the problems mentioned. The office inspections
which this staff conducts g0 into detail. It should be noted that
problems are mentioned in aress where this Staff has not inspected,
but of which we are aware through individual cases or direct knowledge.
This is barticularly true of the DD/P area. I have listed these
weaknesses in the order that I consider them to be the greatest
threat to the future of the Agency--with the most gerionus firat
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Inspector General
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3. Proximity of CIA to Policy.

To my mind, the danger of CIA getting too close to or becoming involved
in policy-meking represents one of the most potentially dangerous situations
facing the Agency. History is replete with intelligence~-security agencies
getting near the apex of power in governments and being eliminated. CIA's
work is too importent to the future of the United States to permit any such
gsetback to the development of a professionsl intelligence service.

Three factors contribute to CIA's being drawn into the mechanism of
policy-meking: (a) the constant presence of a CIA Deputy Director on the
NSC Planning Board where actuelly the Department of State should be the
dominant voice on any given world situation andzéhould be broughtin only
as s technical, operational or emergency advisor; (v) the split personality
of CIA which at one moment is reporting intelligence-wise on a given situa-
tion and at the same time is action-wise capable of attempting to clandes-
tinely chenge that situation; (c) the fact that CIA since its inception
has had an exceptionally able group of energetic and imsginative senior
officials who have had a natural tendency to move into the vacuums created
by inertia in old-line agencies.

But two mejor dangers lurk behind CIA's closeness to policy. The Agency
faces considerable hostility in Washington because of its preeminent
position in intelligence. This hostility will be overcome only by the
recognition over a period of time of CIA's capability in its assigned
field--intelligence. It will increase if CIA invades an even more sacro-
sanct premlige--policy. Secondly, CIA faces all it can cope with in
servicing the inevitable intelligence failures. It will have more than
it can handle if it must also share in the responsibility for command
decisions.

Recommendation: That a review be made of the position of CIA on the
NSC Planning Board, and that an Agency policy be prepared- in writing on
the position of CIA officials in discussions with policy-making officials.
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5. Handling of Personnel.

This Agency is still far from out of the woods in its handling of
personnel. Certain progress was made during 1954, but personnel management
nevertheless remains a serious internal weskness. The Career Service Program
was launched. The Assistant Director for Personnel took over the career
service progrem. Some offices commenced career planning. A good course
was developed by Training to help improve supervisors.

On the other side of the ledger, too many personnel are returning from
overseas without any knowledge of their next assignment. I have personally
talked with top-level Agency personnel (@s-11 and above) who have been in
Washington on temporery duty and jndicated that they had sought information
on their next assignment to no avail. Even though the Agency has an
alleged clerical shortage, there are too many instences of clerical personnel
waiting for an assignment or shopping for & position.

The career service system is too cumbersome. For exemple, one GS-15
officer was transferred from this staff to WH Division at the request of
the Chief of that Division. The transfer took place in September 1954, and
the sppropriate paper initiated at that time. Approvel of the appropriate
career service board was not received until January 1955. This slowness
is not only ineffecient but can have a serious effect on employee morsle.

Perheps the biggest problem in the Agency is still the failure of
supervisors to carry out their responsibilities in the field of personnel
management. Most pertinent todesy is the fact that few supervisors are
teking an aggressive approach to the elimination of mediocre personnel.
They are also not doing their part in placement, promotion and career
development. While the Personnel Office is responsible for the mechanical
servicing of these actions, the supervisors are responsible for prompt
and human hendling.

Tt should also be noted that whereas in the latter part of 1953 and
the first part of 1954 the CIA Career Service Board met a minimum of once
a week, the new Career Council hes met less than once & month since its
creation. What this means is that the tremendous impetus given to the
career service program by the persistent attention of the most powerful
and influential board in the Agency has been lost and the program is
drifting like a rudderless ship.

Recommendation: Thet the DD/S be instructed to reorgenize the
Personnel Office so as to correct these shortcomings.
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7. Existence of Three Independent Offices.

There are historical reasons why the Offices of Communications,
Personnel and Training were either broken out from under particular
Deputy Directors or created from smaller components and given an inde-
pendent status. These reasons, which incidentally were strongly
influenced by personalities, are no longer valid.

The existence of three independent offices in sddition to the three
Deputy Directors is organizationally unsound. The DDCI should be the
alter ego to the DCI. With three Deputy Directors, the Inspector General
and the Special Assistant for Planning and Coordinstion reporting to the
Director from within, plus membership on TAC, OCB, NSC and USCIB and
high-level liaison with State, Defense, the Joint Chiefs and the White
House on the outside, there is more than enough for the DCI and DDCI to
handle without worrying about three independent offices. It should also
be recognized that the three independent offices also create edditional
liaison and coordination burdens on the staffs of the DD/A, DD/P end
DD/I. Further, while the importance of the functions of these three
offices is by no means underestimsted, they sre by no stretch of the
imagination comparsble to the importance of DD/A, DD/I and DD/P.

Recommendation: The DD/A should be the principal support officer
in CIA--men, money and material. The offices of Communications, Training
and Personnel should be placed under DD/A.
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8. Division in Responsibility for Training.

CIA can point with pride to its Office of Training. This Office had
a fine heritage from the 0SO training section. It has developed good
courses for the DD/I and support personnel. It has done & good public
relations Jjob in awekening the operating components to the necegsity of
assigning good personnel to the Office of Tralning as instructors. Isola-
tion is close to being a model installetion.

But Treining's great reservoir of talent, training aids and techniques,
and general know-how are not being utilized by the operating divisions for
the training of agents. While it is true that the vitel relationship of
case officer to agent should not be disturbed by giving Training any
command authority, it is also true that CIA would have both better case
officers and better agents if Training's full facilities were utilized.

A problem faced by this Agency since its creation hes been that
created by an unsatisfactory case officer-agent relationship. This has
been caused by using immature, often inexerpienced, and occasionally
untrained case officers to handle older, experienced, and generally
mercenary sgents. In many instences the case officer has been ill-equipped
in the language required which hes further lessened the possibility of
properly controlling the agent. The result has been that in many instences
agents have been running our case officers.

While it is true that the Office of Training could not give age or
experience to our case officer, much could be asccomplished by broadening
the responsibility of this office to include the field of agent training.

Recommendsation: That while the area divisions retein responsibility
for the recrultment and training of agents and the assignment of cese
officers, the Office of Training be charged with the staff supervision of
all agent training to include certification that the case officer is able
to handle the agent and the agent has been trained to the best ability of
the Agency.
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9. Split Responsibilities of the DU/I.

Regardless of the capabilities of the DD/1 as an individual, it is not
a sabisfactory arrangement to heve the seme person act as CIA representa-
tive to the NSC Planning Board end as DD/I. Further, the commend responsi~
vilities inherent in the DD/I position cannot but be neglected if the same
individual has other major responsibilities.

It has beccme increasingly apparent to the staff of the Inspector
General in surveying the intelligence offices that the DD/I was not able
to give the type of leadership required. This wasg especially true in the
case of 0SI where & eriticel situation had heen allowed tO develop that
ghould never had occurred if the DD/I hed been giving that office at least
a sixth of his time--an emount certainly cormensurate to its importance.
The other five offices of the DD/I also reflect the same gituation.

Recommendation: That representation on the NSC Planning Board be
trensterred to the Specisal Assistent for Planning and. Coordination where
it more logically belongs.
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10. Executive Direction of CIA.

This is & subject on which I feel less strongly than on any of the other
nine mentioned. It is presented here specifically because I am certain
that the Clark Report will mention it. CIA has no Chief of Staff or
Executive Director.

The advocates for a Chief of Staff state: the Director and Deputy
Director meke policy, conduet high-level external liaison and direct the
Agency's work; the Deputy Directors and independent Assistant Directors
conduct the work of their respective components; there should be a Chief
of Steff or Executive Director to see that orders and policies of the
Director are carried out and that the Agency runs properly. This is a
position that the military services rely upon very heavily.

There is no question but that an Executive Director would relieve the
DCI and DDCI of meny burdens of Agency administration and operations. The
creation of this position would also insure greater intra-Agency coordina-
tion and better staff work. On the other hand, it should be recognized
that the creation of this position would add another echelon to the top
hierarchy.

Recommendeation: That the Manegement Staff be instructed to survey
CIA orgenization and determine whether an Executive Director is required.
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¢ POR: Director of Cemsrai intelligencs

¢+ CIA's Primcipel Vesknesses Today
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contribute to the walfare of the Agmmcy 1s to pericdically reviev for
you its weaknesses. Mis reviev does not purport to be & thorough
analysis of each of the probless rentionsd. The office ingpections
which this staff comducts g° ipto deteil. It should be noted that
problems are menticned in aress vhere thig Staff bas not inspected,

But of which we are sWare through individual CASSS or direct knowledge.

This is psrticularly true of the DD/P ares. 1 have listed these
wepknesses in the order thet I coasider then to be the greatest
rhreat to the future of the ﬁgﬁ‘ﬂfy-eﬂth the most serious first.

Lymsn B. Kirkpatrick
Inspector General
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Please note my comments in pencil. 1 believe this would be a
useful vehicle for digtribution to the three Deputies and then a
discussion on the items at an early Deputles meeting.

8
CPC - DDCI
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3. Preximity of CIA o Policy-

To my mind, «he dsnger of mgattingmmwwmmim involved
in policy~making represents one of the most ptmﬂ;imy Asngerous situstions
facing the Agency. History is replete with imuiwwmmw(w?
getting nesl the apex of power in governments sxd being eliminated. CIA's
eristwmrﬁammtm pature of mmimmwpmitwswh
setback to Ybe development of & gmfoasisml intelligence gervice.

Three factors contribute to U T drawn into the mechanisa of

policy-making: (a) the constant poesence of & CIA Deputy Direstor o the

nsc Posrd actually the of State should be the
; be brough in oaly

as & tectmical, operational or emergency sdvisor; {v) the split personality
of CIA which st cune moment 18 reperting intelligence-wiss on 8 given Bitud-

pBut two major GARgers jurk behind CIA's closeness to policy. The Agency
fanes considerable nostility in ¥ashington because of its preeminent
1tion in istelligence. i bostility will be overcame only By the
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the position of CIA officisis in discussions with poliaymmg officisls.

Agres only to the extent thal tnig is an argument for care in our conduct
in these encounters and is not to ques‘bicn'lhe necessity for our presence
and garticigation ijn the pollcy making process under propser restraints,
gelf=-imposed an otherwlse.
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